274    PRINCIPLES  OF MUNICIPAL ADMINISTRATION

Advantages
of the
single-
headed
plan.

Internal
organiza-
tion of the
police de-
partment,

in the leisure of three or four men. The single-commissioner
plan of control is therefore not merely the better system
but the only dependable one; a conclusion that the experi-
ence of Baltimore and St. Louis can corroborate at many
points. As to the method of selecting the single head of
the department; the most natural way is by the mayor's
appointment (or appointment by the governor where there
is state control). The police commissioner should be
directly and solely responsible to the chief executive officer
of the city or state, and through him to the people; no
alderrnanic or other confirmation should be required. Ex-
perience has fully shown that the confirmation system
serves no useful purpose except to enable a mayor to shift
responsibilities which ought properly to rest on himself
alone. In cities that have adopted the commission type of
government and even in some large communities; such
as Philadelphia and Pittsburgh; which have not done so,
the police and fire departments are usually put together
under an elective official called the commissioner of public
safety, a consolidation for which there is much to be said
in the case of smaller municipalities.1 In larger cities,
however, each of these two departments seems to be of
sufficient importance and complexity to demand a com-
missioner's whole time.

Since in any large city the police department has several
somewhat different but allied functions to perform, it is
customary to divide the work among bureaus or divisions
within the department. First and most important is the
duty of patrolling the streets. This work takes the time
and energies of at least 80 per cent of all the officers and
men at the disposal of the department. It constitutes a
branch of police activity which is usually performed under the
direct supervision of headquarters, that is to say, under the
superintendence of the commissioner and his deputies. For
the more efficient discharge of this function, as will be more
1 See p. 337, below.